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The objective of this paner is to examine certain management 
aspects inherent in the billet. of the Commanding Officer of a 
U.S.Navy ship.On the fece of the undertaking, this may anreer 
superfluous since basic the regulations of the U.S.Navy snell out 
the absolute resvonsibility of the Commanding Officer towards the 
efficient and effective and economical oneration of his command, 
and the U.S.Navy Negulations are supplemented by voluminous direc- 


tives from esch level of comvend senior to the Commandins officer. 


The besic and amolifying directives pertsin largely to the 
assignment of the resconsibility, however, end weithin linitstions 
of confermity set satterns of sccomslishment in certain inetences,. 
The metho? of seneral imrlementetion is left to the individual. 
This pever then, will serve as an exaninetion of rathodolozy to 
a limited degree, and to recornize certain generally overlooked 


possibilities in the execution cf the assicned duties. 
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~I- SILLST OF COMWANTING OFFICTH 


kesponsibilities of command cen be the subject of volumes 
of instructions, directives, and vell-meant advice snd libreries 
heve been founded and msinteined in pursuit of definitive and pre- 
cise containment of the field. By derivation from, and develos- 
ment of fairly brosd sections of U.S.Navy leculations, 190, it 
is common to find precise statements concerning the coneending 
officer's resnonsivility towards such minute items gs routine 
maintzinence of anchor engines end the numbers of sairs of socks 
which ea_ch seamen must possess. 

Thés examination is intended, however, to oursve the brosder 
interoretation of the resoonsi Llity of the commanding officer for 
the leadership of his cormesnd az a whole. 

The basic rhilosophy controlling the conduct of the office 
of command in the U.o.Navy is centered on the concert of imper- 
sonslity within the office, and the service sccents its leeder- 
shin by the exemple end neraonal standards of the incumbent of the 
office. This philosophy has been unconciously develoned on some- 
what, the same basis as the stendardis ation and interchangeability 
of parts in tne products of American industry. Steandardivzetion 
hes been the underlying princiole which hes permitted the rapid 
orogress in the industrialization of the neticn during this century. 
Similarly, the sohilosophy cf commend permits interchenveabllity 
of commending officers en? frequent turnover in the office coes 


not disrupt the furctionine of the comand to any ancreclable 
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extent. 

The relative degree of effectiveness of verformance of the 
commend denends in « large measure unon the exammole set hy the 
commanding officer. Dynenic nrersonality end ahility within the 
individusl] ususelly result in erester effectiveness in the perfor- 
mance of the commend than is chtained by the leadershin of © more 
placid officer. ‘The resultant offectiveners is purely relative 
and ig messured only above the level of setisf-ctory results. This 
represents only the secondary trend wiich is sunerimcosed uson 
the predicated primary trend of success that is inherent in the 
impersonality of the office. Minor trends «i1]1 be dependent upon 
the seriousness and degree, as well es the periodicity, of the 
checks and inspections of the status and progress of the cowrand 
towards the echievement of the set objectives which tne commanding 
officer conducts. 

A compsrison might be accomplished if :ne could consider 
a besic and minimum success pattern as reoresented » the tides of 
the ocesen. No matter whet might oceur, tidal action end success 
or winimem effectiveness in command 1s es ured. YVaeves sre suner- 
imposed upon tides, «nd yet more minor action is cavsed hy winds sand 
currents, tut these secondary and minor sections or trends serve 
oni to amplify prenonierously, or negate to a minor degres, the 
primary tidal action. ‘So, likewise, does the personality of the 
commending officer blend itself vith the inherent impersonality 


of the basic office. 


The st:nderds of success ind effectiveness of commend can be 
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no different from those of the personal standards of the command 
ine officer. It is he who must set the tone of the performance of 
the command. It may be excected that the ultimate serformance 
stendards of the command will be closely akin to the natural personal 
Standards of the commending officer, and his superficial stencards 
or desires will heve but little effect in the end. The cormanding 
officer with tne highest decree of personal integrity and highest 
level of professionsl ethics will receive the hivhest devree of 
loyalty from his commands; end the commending officer who nes 
edditicnelly developed the art of delevatian of responsibility and 
has developed organizational ebility is tne cne rho will have, 
inevitably, the most effective command. 

invariably, the commend of this officer will -lso be the one 
in which there is the least. emmount of tension end indecision, snd 
the one in which the most interne! confidence is found. Insniretion 
of subordinates is infectuous and strong leaderesnip posserses a 
quslity of natural permestion downwerds. This permeation reyuires 
firm guidance, hevever, in orde» to assure no occurence of mis- 
feasance or non feasance dve to overenthusiesm on the pert of 
the juniors. 

There is no doubt but what the success pattsrn of command 
is somewhet complicated by the instability end insecurity of the 
times in which we are presently Livine. On one hand we have a 
world in which undeclared wrers sare the order of the day, and new 
international tensions ere continuovs exmectetions. ‘ach new 


incident between the dominant conflicting ways of world lite 
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underlines the necessity for the oermanent meintsinence of mayimum 

combat efficiency in each cowmand. The proper utilization of 

the expeniiture of nervous energy whieh is continuously under 

generation with the presence of these conditions is a prime respon- 

sibility of the commanding officer so long as the cinditions exist. 
Cn the other hand, the economy of the nation cannot long 

sup-oert the erytraverances wolch war-conditicns and pseudo war- 

concitions foster in the maintainance of the military. «:ecog- 

nitions of this principle is the constant demand of tne Congress 

end the Public which tre Congress renresents. Lip-service will 

not be tolerated and only the strictest interpretction of rules 

an? refuietions borne from the economy-trained mind wil} sniffice 

as the minimum reculirement of toe corranding officer. Nis solu- 


tions mest. include wvennorer anc material 2s well as financial 


bs 


resources in order to qualify as estisfsctory snsweres to his 
problems. 

‘redictions of the foresees le future incleate that the 
military will hve increasinsly difficult problem: ir cbtaining 
opercting funds, shins, equipment, and menpower. ihe keys to the 
provlems wili ley «ith the individual commending officers unon 
whom the responsibilities for the ultimate expenditures of the 
manpower, material, and finenciei resources of the military 
are placed. Tne comurnding officere of tne sins of the Navy 
beer these responsibility for the afloat element of the neval 
servicer, 


The cosmending officer cfloet nlsys very “ittle pert in 
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the determination of the recuirements of tne services relcetive 
to the solution of the oversl] defense prronlem of the nation. 
iiis pesition is not one which considers the strsateric or tactical 
aspect of netionel policies, nor is he one «*o mast defend the 
needs of the services before the Congress. Once the breadth of 
the national policy is determi: ed by the executive cranch of the 
governnent » ond fintnced by the levisletive branch, the commanding 
officer aflost is assiened trie responsibility of producing the 
moet effective unit sassible within the limitations of the 
resources essivned. Sufficient resources cre invariable sesipned 
his command to assure minimum success to his wission. Foresight 
end superior pienning exvility on his part, end e cisplay cf the 
leedershin qualities oreviously describec, will produce the mexinum 
in effectiveness. ‘Should the lavel vro'verd be then shove thet 
which is necesssry te as ure the general welfere of the country, 
resources available to the coswmending officer could be reduced 
by his suneriors if requirements dictated end the resources uede 
available elsewvere wherin the need sivht ce vital in the solution 
of the overall national defense problem. 

decause bis finenciel problems are lervely solved at bmuresu 
level the evereve commanding officer veins Littie asoprecietion for 
the mo-etary value of nis resources during bis years st ses. 
“Cest-unesnelousness" rather then the desired reverse, is fostered 
by the present systems of resources sunrly. On e relative besis, 
the monctary rllotments which a snin receives are of but little 


consequence in the commarison of actual monetary cests of oper- 
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It FIVANCIAI ASPTOTS OF TH™ NAVY AFLOAT 


The leck of anpreciation of operations] costs of the Navy 
afloet are spresd more widely than the sole province of the Command- 
ing Officer. Cost figures are availeble, but little or no use 
is made of them to present ea correlated picture to the opercting 
personnel. Fach and every commanding officer should be thoroughly 
econversent with the capitalizetion of his business enterprise, 
and familiar with the opersting costs thereof. Table I presents 
a summary of such date for two combatant type shios as well as 
one amphibious and one euxiliary type. A study of the figures 
presented therein would indicate that the average shio afloat 
renresents a business vithin itself of lerger magnitude then the 
avernre commercial undertaking. For cornsarative purcoses, the 
average destroyer represents se canitsl investment equivalent to 
thet of the ARENDT, COPPONATTON of Baltimore, Maryland, one of 
the country's lergest marine construction firms. The destroyer 
represents en original canitsl outlay of §°,505,C00 end requires 
an averave of #1,h50,000 for anmmal operating expenses. 

healisation of these financial figures leads one to the con- 
Clinsion that the U.S.Mavy, in egrregate, is larger than any single 
business enterprise of the nation. 

It is probable thet the underlying reason for the lack of 
aporeciétion ot the financial assects of the operation of eflost 
commancs by their officers is thet nrofits of the military enter- 


prise ere not meesured in financial teres, ss would »%e the case 
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in the comnarative business undertaking. In the world of business, 
ultimate effectiveness of nen: cerent is judsed by the financial 
yerdstick, end the mansgement so ineffectual as to produce ea 

less, or even 2 low standard of profit in the face of advanta- 
geons conditions, must expect to be snort-lived. 

The profit stesndards of the Nevy must be meesured in the terms 
of ultimate contribution to the mission of tne orgenization to 
which the unit beloars. Indivicmally, tris can be revuced, in 
term: of the single shin, to 2 messure of the overall effective- 
ness of the eommand in its contribution. The yerdsticks of comrar- 
ison must he in the eesnomicsl usere, eaintainence, and develon- 
ment of its mennower, tateriel, end financial resources in that 
deseendins order. Since these stendsrds are mltinle in nature, 
they place a more commolicatec responsibility uson the commanding 
officer and nis sssisting subordinates, than would >e conmonly 
found in the comparsble commercial situstion. 

In previous years, the financial aspects of commend hove 
received very little emphasis with the resultant condition that 
little or no axpreciation hes deen develoneso for the imvortence of 
this phase. Likewise, the sevailsbility of manpower has been of 
very little ccrearn to the commanding officer. dis orimary 
concern hes been in the development of the cuality of man-over 
necessary to opercte and maintain his comand, for the quality 
Supplied to him has elways been infericr to the level thet tre 
commendirs officer vould normwelly desire. 


The extravagance vith wh'ch the wilitery is generally 
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credited can be nartially blamed to the lack of training in 
finenciel thinking and the leck of immediate]: available cor- 
relsted financiel dets to the individual commanding officer. The 
education level, genersl personal characteristics, end ability of 
the commandines officers of ovr Reavy heing st le st equel to those 
of their counternarts in A_mericen owsiness, it te reasonable to 
assure that they are cansble of adjusting their decisions to include 
more thourhtful consideraticn of financial aspects, if thot necessary 
deta were made centinuously available to them in useful form. 
hegardless of the unevailability of the general fiscal rre- 
sentation, it is inevmbent upon the commanding officer afloat to 
develen these thinking habits, end to instill in his subordin- 
ates sufficient confidence by his example upon ¥hich to base their 
own exnpansicn of cost-ccnsciousness. It is s further re utre- 
ment that the commanding officer insist thet every decision be 
exapined in each of the aspects of tne ecenomy, and esteblish 
efficient levels of cerformence in consequence of these exam- 


inations. 
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IV PULAGATION OF RESPONSIBILITY 


In acceptance of the sbsolute ressonsibility for the nerfor- 
mance of his commend, the commending officer obligates himself to 
produce an efficient management of the command. To this end, the 
commanding officer is the “top menegement" of the command, end 
in recognition thereof, the U.S.Navy ttepulations afford the conmmand- 
ing officer suitable prerogatives. The regulations also stipulate 
the minimum extent of responsibility delegation downwards to the 
level of Heads of Denartments “which he must implement. It is well 
recopnized that much more then reenlations is required to ccordin- 
ate the efforts of a command, and it is therein that the commanding 
officer hecomes a true mansger. 

Delegation of responsibilities cannot be successfully eccom- 
plishec without the simltaneous delegation of compensatory 
authority. In so far 3s is prectical, the delegsticns of resson- 
sibility end autnority should be reduced to writing in order to 
assure complete uncerstending of the limitations intended. 

Further, the aggregate of the delegated resronsibility must 
he examined against the defined mission of the command in crder 
to essure fulfillment of the mission. This is best accom lished by 
esteblishing en operating plan for the guidance of the contend 
and against vhich the exemination of the eggrezate can be made. 
Gnee this examination is satisfrctorils completed, sunervision 
of the command reduces itself to the relstively simle tesk of 


insnecticns and checks to assure maintainance of the prescribed 
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standards and performance cquelity. 

It is axiomatic that delegated responsibilities and resul- 
tent tesks must be within the canebilities of the men to whom 
they ere assigned. The capabilities of the individuels of the 
command must be assessed and 4 constant nrovram of evaluction of 
the capabilities of grouns mst be mainteined as the training 
of groups progresses. 

The corollary to this axiom is thet the full capabilities 
of the available mannover must be utilized. Non-utilization to 
the fullest extent invariably results in a continual lowering of 
morale level, as well as a wastage of manpowe: resources. Full 
utilization of canebilities not only fosters a high degree of 
self-satisfaction amongst men individuelly thus becoming the 
firm basis upon which to build ever-increasing level of high 
morale within a command, but it also reduces menpower recuirements 
numerically. 

The establishment of 2 commrehensive record for each officer 
and enlisted man within the command is a prereauisite to full 
capability utilization. The record system must. be simple, easily 
workable, and available to all management levels within the limits 
of manpower assigned to them. Further, it must be besed upon 
realistic evaluation of the individuel. ‘Such a record system 


will become invelueble to the successful management of the command. 
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TV ORGANIZATIOVAL HUMAN “PLATICG. SHIPS 


The commancing officer of en afloat command inherits from 
his predecessor an orgénization which has been developed from a 
combination of time honored navel exoerience and directives of 
the basic U.¢.Navy tiesulations. The regulation book dictates 
certain minimim orgenizationsl »xatterns, und tyne connenders have 
amplified the minimum pattern to the extent of rigidity. There 
being no option in the matter of organization pattern left to 
the commanding officer (without a process the lensth of which is 
commessurate with the degree of desired change), there is sener- 
ally very little interest displayed in the other factors of import- 
ance to organizational planning. 

The lack of interest is abetted by the fact that nersonnel 
assignment to the cowmeand is achieved hy the process of deteiling 
an officer or man in accordance with vacancies in the allowance list. 
The allowence list of the shin is bese” upon the degree of techni- 
cal knowledge required tn onerste the verious com-onents of the 
shin, and in theory, were each billet filled by a man noscessing 
exactly the recuired aquelificetions prescribed for thet billet, 
the shin would be manned at the minimum level needed for efficient 
operations. Too often, the cormanding officer finds himself 
faced with a crew which is woefully inadequete in technical 
qualifications in some specialties, but numericslly sufficient 
as a whole. 


It is with this situation that the orgenivationel ebility 
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of the commanding officer is of great importance. In en organiza- 
tion as closely knit as thet of a shinboard command, compatibil- 
ity is essential. Men work, eat, and sleep in mech closer 
proximity then vould be normal in a civilian pursuit. oSteadiness 
and meturity of judgement are also prime requisites. It is tnere- 
fore immortant thst each man be evaluated against his assigned 
billet requirements to assure mavimum performance of the unit 
with a minimum of friction cevelonment and resultent discontent. 
This aspect of organization requires thet jod snalyses be 
prepared, and reslistically as essed. The validity of tasks nust 
be assured end work not essential to the fulfillment of the 
mission mist be elimineted. Very often, preneretion of job 
analyses end validation thereof is ignored in the afloat command. 
Conmarison of the iob analyses and the cualifications of 
availa»le personnel then form 4 basis unon which reclistic trein- 
ing programs can be established. The theory thet the Bureau of 
Personnel snd the Service Commands provide the conapenyd with ade- 
quate personnel to meet the requirements of the commend as repre- 
sented by the allowance list mist be eccented by the type commender 
and the Navy as a whole. ‘ithout acceptance of this theory, 
standerds of performance would be based upon the lesser cepeabil- 
ities and woula be wholly inadequate to the needs of tne se:vice. 
The only acceptable solvtion lay in the reccegnition that this 
assunintion is velid in theory only end olaces the incumbency of 
develonment of the individuals unon the commanding officer. 


The need of training programs is well recognized, but too often 
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the program is not predicated upon the needs of the individual 
and thus valuable time and effort is wasted in needless reniti- 
tion and duvlication of training. 

Inadequate performance by the individual is frecvently blamed 
upon his lack of qualificetions, end the Bureeu of Fersonnel and 
the Service Force is criticized for the assiznment of that individual 
to the commend. Too often the true responsibility for poor ser- 
formance lay within the command and can be traced to inadecuate 
sunervision. Continuous supervision must be provided at all levels 
end the commending officer must be active in the leaderstip of 
this element of the organizations] performance of the conmand. 

He mist be active in the training of his sunervisors in the fector 
of group leadership and the establishment end maintainence of 
proper staffing ratios of supervisors to workmen within the 
commend. 

The factor of insnvection in organizational nerformance is 
misunderstood verv often. There is a definite art. of insect-on. 
To successfully develon that art there must be recognition of tie 
psychological ssvect that a sailor or officer is entitled to an 
insvection by his superiors, and thet «= successful nassage of the 
inspection is recognition of setisfection with the level of per 
formance of the individwal; and more imrortant to the individual, 
satisfaction or plecsure if such is exnressec, with his personal 
ability and nrogress. Subordinates have the right to expect that 
their work will be inspected, and too often, inspections are 


perfunctory and stand as unnleazsant tesks to the insnector «nd 
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inspectee alike. 

The commanding officer rmrt not sssume that each officer and 
nan fully understands the inter-reletionshin of the various depart- 
ments end divisions of the command. These relaticnships are 
covered in the indoctrination schedule of any ship, but assurance 
must be obtained that there is full appreciation of the objectives 
of the commend md its comzsonents in order to -e sure of intelligent 
application of effort either oy an individual or by a group 
within the comand. This understanding is basic to the acceptance 
of the principle of organizational and human relationships through- 
out the commend. 

The degree of acceptance of organizational and human relstion- 
ships can be easily determined aboard a shin. Living conditions 
are such as to be conducive to early recognition of signs of 
internal strife and friction. As the command gets lareer and 
personal contact with lower level subordinates becomes less fre- 
quent, the commanding officer mist place more dependance upon 
his key subordinates in this resnect. This dependence can only 
assist and not renlace the commanding officer's own observations, 
however. 

Promotion of human reletions in an organization reduces 
itself in some respect to the promotion of teamwork vithin the 
command end the conoonents thereof. The commending officer who 
becomes the head coach and is assisted in the coaching functions by 
his heads of denartments is the officer who hes recognized himan 


relations as a major aspect of command. 
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Ooviously, the conmanding officer must be discreet in intro- 
ducing chenges within a command, particulerly if a change is to be 
mede vithin the organizational relationships of the commend. He 
must assure himself that the full implications of the change are 
well understood and accepted es cesireble, or possibly he will 
find an untenable dissatisfection which so often breeds uncoop- 
erative ettitudes. In 2° ship, officers and sailors elike have 
en intense personel interest in their jobs which must he recor- 
nized. There is not one who is not interested in the operating 
efficiency of the ship, and in the competence of his imrediete 
leader. The underlying besis for this interest is his personel 
knowledge that. upon the efficiency of the ship end the auality 
of lesdership which he provides and is provided to him his life 
micht. eventually depend. This knowledge is inherent and beceuse 
it. is not close to the surface of the individual, it is not often 
the source of thought by him. The apparent reason for his intense 
interest is comparatively more superficial; it. cororises the 
interest. that ore normally hes in his home, food, and rec~eation. 
Changes which effect the incividual end are not. understood by 
him nroduce and undesirable end emotional impact. 

Basically, the organization of a shin is not an imersonal 
entity. The commanding officer must fit the hunen elenent to 
the orpanivation, or compensate for the are- of difference be- 
tween the caprbilities required by the organizational pattern and 
those present in the crew nrovided to him. The blending of the 


human relationships with the established organizations] pattern 
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V ORGANIZATTON CHAPTS 


The commanding officer has a most effective device for test- 
ing the theoreticel efficiency of an organization and for pore- 
dicting the probable quality of end product of his command. This 
devic® is the organization chart. Because of inexperience in the 
use of charts end their cansbilities, the aversre officer is 
reluctent to expend much effort in their production. In order to 
be of practical velue, the chart must be constructed in such a4 
manner as to show, factually, where authority and resoonsibility 
really ere loceted. The factual chart in which the organizational 
informetion is readily discernable, is most useful. However, 
the presence of theoreticsl assignment of responsibility in one 
ares when the actual exercise of the conmeasurate autnority is 
far removed, invalidates the chart for eccurate usage. 

By sing the chart, lines of communication and deleration of 
responsibility oecome visuel and valuable aids ‘a the elimination 
of unnecessery duplication of effort. The relationshins between 
associated task assignzvents are evident, and the chert thus becoves 
an aseurance that other interested vork areas heve heen consulted 
in the solition cf a nroblem and further, it essures thet no 
desartnent vith a vossible overlanping interest hes been elimin- 
ated from a problem beceuse of unilateral ection. 

Orgenizstion cherts should be prenared, publisned, end 
understood by the entire command. These charts showld not only 


indicate lines of authority and resnonsibility, but lines of 
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commnication as well. Separate charts should be prevared de- 
tailing the functions of each unit of the command ‘in order that 
positive control czn be maintained over ever-present tendencies to 
duplicate work. A functicnal chart, prepared in a cryptic form 
and easily understood serves this purrose very well. 

Such permenent references assist every “enser of a commend, 
and the best efforts of the command should be eyrerded in their 
preparetion and continuous raintsinance. Organizstion charts 
are cornerable te the bluenrints usec: in the construction of a 
machine. They are the bluenrints of the covmand, and the cuality 
of their prevaration reflects itself within the orgsnization in 
the same manner as blueprints reflection would appear in the 
mechine. 

1 use of charts in combination with job descrintions to 
Genict the locstion of orimery resvonsibility of unit leedershin 
eliminates sources of notential misuncerstendirg ond rrevices a 
rezdily accessible reference or source of ‘ate: wedeada- 2s 
to whom criticism or rnraise is due for the cuslity of results 
produced. If there is wide knowledge at levels junior to him 
of the fect that a resnonsibility is assimmed to 4 man, »e vill 
exert much stronger e forts towards the successful accom lisiment 


of the project than if the fact were unvublished. 
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VI SUPT’ VTSTON 


The problem of mwaeinteinence of adequate suvervision is 
elways one confronting the commencing officer, prrticnlarly one 
nev to the rosition. There ere definite tendencies toward the 
nayment of sbrormal amounts of attention to a relatively fev eress 
of the commend to the exclusion of the remainder. This sometines 
stems from the lack of, or presence of, previous experience in 
certain fields of endeavor and the division of the commending 
officers time msy ve the unconscious product of his feeline of 
inedecuacy or exnertness in the affected fields. It is inmvortant 
that the commencing officer give equal attention and beheviour to 
all perts f his commend studiously. In this manner only cen 
the feeline of nartiality be eliminated. 

Equality of attention to all units of the command assures 
the commanding officer thet opportunities are being created con- 
tinuovsly for those officers and men with assigned resnonsibil- 
ities to heave access to him end his time. The concept that the 
commanding officer is a valuable resource to his subordinates is 
develoned, and his assistance in eiding subordinates to make 
decisions bestows confidence in the officer or man involves in 
his own ability to verform to the satisfaction of his superiors. 
the commanding officer who leaves the imoression that decisions 
have been develoned and rendered by the subordinate rather then 
by himself is creating e source of future time for himself 


¥hic2 otherwise might hnve to be exended in turther detailed 
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supervision ef the thinking of the subordinate. is objective 
should be the training of his subordinstes to receive cdelerated 
authority and responsibility and to make decisions for themselves. 
This involves continuous inspection snd informal observation 
of all departments and divisions of the commend. Invarieble, the 
most imoortent devartmen's of the command are assigned to ¢fficers 
with the most effective experience and ability in the field of 
their departmental activity. ¥uncticns of lesser iuportence 
are gené@rall, aesigned to officers with little experience, wita 
the congecuence thet the time of the cormending ofCicer in the 
supervision of the less significant functions is often dusnro- 
mortionsate to the ralative iv-nortence of t © sctivity. Comnen- 
sation is found in the seasoned ebility of the more exnerilenced 
officers who hers? the decartmente of grester Importence. In 
this menner, the conumendines officer can, with clerr conscience, 
svend ecuel smounts cf time with e11 eetivities of his commend. 
she develooment of the assistente tre the herds of derartnents 
end division lesders is a taek of greet importance. The heeusis 
of denartments must be encourcged by the examnia of the cont anding 
officer to delegste the responsibilities further, ta develon 
in their assistants the capacity, to receive responsibility, and 
ability to worx with others. 
One of the overlooked objectives of commend su ervision, is 
the creation of frture time for the cowranding officer. The 
avallebility of tiwe is of pajor imno:tence for *hm © ceassful 


secommlishment ef hie essirned taesk--the merscvorent of the shin 
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VII VAVAGTY VP PHIT OSOPHY 


rrevicus reference has been made to the meesurement of profit 
in the alloat commend. It is neesured primarily by the degree 
that mer snd wraterial are usel effectively, evtonovicelly, and 
Wisely. Secondsrily, the measurement of effective usage of 
finencial resources is indic:tive of the profit standards, but 
since the commandine officer efloat has so little control over the 
usege of the finencial resources of the Navy, this measurement 
is of lesser significance on a relative basis. The comranding 
officer controls only the items, "Miscellaneous Supnolies end 
tquipage", snd "Subsistence" shown in Table I, slthough he has 
some influence over the expenditures of the other monies. 

Too often however, the fector of economicel usage of nannower 
and material is over—looked since the compending offieer does not 
directly control the expenditure of funds fcr payroll, fuel, 
ammunition, or repairs. There being no convenient yardstic* 
available for costing ean operation in finencial terms, the unit 
of manpower remains finencially unvalued in planning end execut- 
ing @ routine tesk. Lack of similar convenient yardsticks 
affects planning and execution of onerations using fuel end 
emmanition. The integretion of cost yardsticks must be accom- 
plished in the determinetion of economics] usare. Keterial as 
well as manoower cen be used effectively ‘ut uneconomierlly in 
terms of financial costs. The elerent of wiedor end judgement 


past be included in the overell planning for manpower and mete: Lal 
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expenditures. then these elements have been properly balanced, 
optimum results cen be anticipsted. 

The profit standards of the commend must be set by the 
commanding officer in the absence of definable stendcards from 
suneriors. ‘Whether nrescribed for, sr develoved »y the commen’l+ 
ing officer, the standerd:s should be reduced to menagable form 
end the usege of the stryndsr’s required. 

the problem of economical usage cf menpyower cannot be aoproach- 
ed from the costing viewpoint only. The utiliegation of capabil- 
ities, excerience, and quality of manpower availsble aust also 
be eveluated. Examination of work programs and schedules would 
mroduce an indicetion providing an inventory of these factors were 
available against which judgement might be assessed. 

The problem of wise usage of manpower presents equal oppor- 
tunity for mature judgement in solution. tork simplification 
programs, and methods snalysis reduce tne requirement for manpover 
excenditures frecuentiy, and quite often reduce the cuality of 
manpower required to produce the cesired results. The quality 
of work produced by manzower is often inferior to that produced 
by machine. The effect unron the morale of the workman is often 
devestating when he knows thet the product of his efforts are 
inferior to results of other metnods of available production, 
and equsal effect is probable when he reslizes thet he is being 
employed below the limits of his capabilities. 

It is admitted thet the tyne of thinkin herein vcrojected 


is foreign to the training afforded the average officer or 
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etty officer, Howeve~, the averege officer or petty officer is 
The philosophy is radical deviation 

| Gn bedi in universal employment, and chenges as a result of this 

— eoneant mst be mode gradually end in comp 

education if the desired ;esults are to be achieved. 











peny with a program of 
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VITI TOATVING OF SUBORDINATTS PM ARD THT VAWAUTYOWT COMCTYT 


The conversion of Heads of Depertments, subordinate officers, 
end petty officers to the enilosaphy of mansgement is not an 
insurmountcble problem when one considers tne general high intell- 
ectual level of the average sallor snd further considers th_et 
there already exists a fair degree of expertness in any nzval 
orgenizstion. (mn the average, officers and petiy officers have 
been in the Navy for many years and hsve develoned a2 preat amcunt 
of "knowhow? in the execution of their everyday duties. "very 
officer and -etty officer is suscentible to an active sunervisory 
training program if te program is dresse! with en attractive 
@cproach. Fer commends heve instituted such a progzrem, but t ose 
which have done so hsve sttained advantsgeous resvlts. 

Exercise of the full scope of cslegated resreonsibility end 
corresponding authority develons men to the full limits of their 
cepablilities farter than any other method, but eotive suvervision 
by the commending officer must be provided torether with the 
recognition that mistakes ere probable with those sen previously 
unused to working ovt tieir own problems. The deleryaticn aust 
be accompanied by a skillfully constructed stmosnphere of mutual 
confidence hetween the commandine officer end his suborcinstes, 
end an etwosphere of freedow in vhicn the suhbordivate may sct 
and expresa himself must Se develocec. In this atmosphere, 
supervisors are williny to listen to sugrestions end there is 


an ineentive provided to stimulete suggestions from them. 
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Ingenuity is required of the comaenving officer in the conduct 
of his supervision, in order to preserve tne s_tmosphere of freedom 
amongst those receiving hie attention. 

The institution of a sunervisory treining program results 
from e recognition of the need of trainine officers end svner- 
visors in the field of human relationships, end recognizer the 
fact. thet the personnel of the anio are the most valucble asset 
of the esresnd. The dynamics of behevior cre not well understood 
in the naval service and the program which provides motivation 
rather then frustration is the progren voich will °e enthustastic- 
ally received. Such training is of immediate benefit to both tre 
individwal and the Navy, and the results will magnify rather than 


reflect the effort placed in the eonduct of the ocrogran. 
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A review cf the managemont espect of comand afloat would 
be imconmslete without elting the enormity of the rasnonsibility 
of the comvanding officer for the canital investment in the 
materiel which ig essigned his coweand. The original capital 
investment in a destroyer is $9,505,000 and the value of that 
investment is being constantly maintained and in some respects, 
improved. Heplacement costes would be greatly in excess of those 
indiceted in Table I at the relatively inflated costs of todey's 
marvet. The attitude thet the sefemard'ne of public nronerty 
need not receive the sawe consideretion and attention es the 
protection of one's private property indirectly grows from the 
lack of appreciation of the costs of public property. This etti- 
tude is not universal by any means, but it is observed with 
sufficient frequency ss to assume the proportions of a major 
problem. 

Yaintainence of the ship send its eauicment is 6 pro»-lem of 
tremendous importance from both economical and orerational points 
of view. The success of the msintainance program is largely the 
result of the interest end ettitude of the individual towards the 
portion of the shin for which he is resnonsible. ‘the interest. 
of the resnonsible sailor can be kent alive by assurance of 
comlete understanding of the part which his machine or comnert- 
ment nlays in the performance of the command and the presence 


of a comolete understsending of the results of Lor watertel 
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performance by ‘is unit. 

Tendencies to hoard supplies and expenditure of ef ort 
towards the maintainsnce of excess stocks of supplies and re- 
placement narts must be discouraged in order to channel the 
entire efforts of available manpower into productiveness of con- 
sequence to the -erformance of the mission. 

Since the standards of profit include the effective, econ- 
orical and wise use of materie] ag wel] asc wanpower, it is in- 
cumbent upon the commanding officer to examine tho work programs 
of his command very csrefully, and to assure himself of the con- 
tinuous reflection of the command's actual materiel condition 
in the current shin's maintainance project files. 4s super- 
visors attain accentable standards of utilisation of manpower, 
they will simultanecusly fain sn aporeciation for the proper, 
efficient, and economical usage of their equipment. As they 
develop a high standard of performance, en emoticnel accentence 
of the standards of "profit" will becore ae immediate 
resnonse to the imolicsetions of sttained levels will become 


automatic. 
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X MORALE 


The morale as an asnect of importance to the command furc- 
tion eannot be ignored. The comuanding officer cen set the 
policies. ilowever, the commanding officer cennot maintain personel 
contcct vith every officer and sailor continuously end norale 
depends unon the kind and quality of contects betreen the commend 
as represented by the officers and vetty officers on one hand 
and the sailor on the other. Morale is the summation of individual 
attitudes end the point of real contact and development of marale 
is at the level of first supervision. 

In order to understerd the problem of building morale, it 
is first nesessery to understand the meaning of the wora. The 
Winston Victionary defines morsle as "mental state, especially 
as regerde zeal, determination, hepe, devotion, and the like 
which mey mate a man or body of men cenable of endarence snd of 
persevering with coursge in the presence of danger, fatirnue, 
discourscement, ete.". tir. fillerd Parker summerives his defini- 
tion of morale as “Morsle is the at*itude held by the individual 
memoers of & groun which wakes them out acheivment of the sroup 
geals ahead of acheivment of personal goals". 

Either of the cited definitions is accenteable, for tney make 
the same point in different. manrers. There is no masic wey to 
produce a hisrh state of mcrale except hard rork on the cart of 
the commending officer. It is he vho sets the tone of the command. 


In order for e high state of .orale to exist, the sailor 
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mist identify himself with the command, and build his ego uron 
a favorable relationshin between his dut;, ship, end shipmates. 
There are those who maintain that the stste of morale is quenti- 
tatively measureable through factors such as the state of discip- 
line; re-enlistment incidence; and venerial, neuropsychiatric, 
and sick retes. thereas there is some degree of reliaple indi- 
cation pessible by a coordinstion of tnese fectors, the true 
measure of the stetus of morezle must be found in the geners] 
attitude of the individvel sailor. 

The level of morale of a shin is indicated by the summetion 
of the morale of the wadjority of the sailors in the corsarnd. 
ihe morsle of the command is directly dependent upon the morale 
of each individual. ‘herefore, the proclem of the commanding 
officer of maintainance and improvement of morale lay in the 
imorovement of the morale of each individual in the group. “ince 
the identity of the individual with the commend is soe largely 
denendent unon his daily contacts with his immediate super- 
visor or petty officer, it would aspear that the efforts of morale 
improvement by the commanding officer snould o@ at the level of 
the first line of supervision. This is an sdditional ar,ument 
for the establishment of en effective supervisory treining 
program within the command. 

Much has been written, both within naval periodicals and 
in non—-naval publications, on the general subject of building 
snd maintainance of hizh morsle levels. Methods of examination 


end suggestions es to procedures are numerous. Further amoli- 
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AI S°CONCTLINTION 


The study of the varicus manzt¢eement ascects of commend 
oroduces the conclusion thst there is much more than sinilar- 
ity between Commend Afloat and Top Management. It supports the 
conclusion that Vomuand Afloat is Too bienagement. It would 
appear then thet the officer assigned to such duty must adapt 
himself to the philosophy and manner of thinking of Ton Management. 

With the levels of mannover slowly advencing, the commend 
ing officer can no longer denend unon verenmmtory orders to con- 
duct the affairs of his command. ile must substitute a lescer- 
ship in which human-orpanizational relationships sre recognized 
end in vhich delegation of resnonsibility is basic. 

In the finel analysis, it is the effectively managed crew 
of seilors thet produces outstandin; perforwences and makes the 
shin «n effective unit of the “leet. “orkload can be divided 
in sccordence with the ebility and fair-shere of the »urden, 
end the objective of the combined efforts can be well defined, 
but only the crew of tae ship can achieve the goals. tho vise 
coumending officer does everytiiin, possiole to ielp his crer, 


and ag little as possible to interfere «ith them. 
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Capital Costs 


Originel contract 
price 


Original Cost 
ine. gov't. furnish- 
ed equipment 
and armament 
Pesien Tonnage 
Cost per desirn 
ton 
Operating Costs on Average, Annual, Basis 
Fuel, sctual $ 768,121 


Alterations, 
estimate 


Reprirs, estimate 125,000 


| Bisce.Supplies 
and. Fquipage, actual 


Subsistence 


actual 


rersonnel costs, 
(pay, al! owences 
and bedding) actual 


Training Amaunition 21:8,5h0 
Actual 


festricted aveila- 
bilities,estniated 


Training and “ducation 
Total Operating $1,139, 3h7 
sae 3 

reeu of Ships, 16 Feb. 1953 


Navy voaptroller, 1952 estimates 
morog of Supplies and Aecounts, 23 reb.1953, average for 1952 
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Nevy pennies ua 1952 
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RESTRICTED 


122 Class 
Cruiser 


227 y0h2,000 


41,052,000 


13,600 
# 3,000 


175,000 


170,000 
154,000 


532, 3h2 


35 511,679 


8h3,LL7 
66,000 


¥ 


$ 5,138,568 


CAPITALIZATION AND OPFRATING COSTS OF TYPICAL SHIPS 


AKA 1 - 20 
$l, 2h0 000 


by 669 ,000 


Tl” 
$ 650 


$ 81,111 


75,000 


135,000 
50,000 


107, 59 


951,985 


66,069 


33 000 


? 


» 17 Feb.1953, . 


matic totals of various columns. 


RESTRICTED 
3 = 


LSD 


£5,945 ,000 


6, 515,000 


L490 
€ 1,150 


$ 115,980 


200 ,000 


120,000 
60,000 


145,138 


873,62) 


86, 337 


33,000 
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$ unestinsted % unestimated 


estimates: This does not represent ae 
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